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1.0 PURPOSE

The purpose of this report is to document lessons learned as a result of the current
budget cycle so that the business process for future budget cycles can be
improved at the Air Force CALS Program Office.

2.0 SCOPE

This effort was limited to an analysis of documentation previously prepared for
various budget activities/exercises at the Air Force CALS Program Office.

3.0 OBSERVATIONS

Planning, programming, budgeting, and program execution have been extremely

complicated this year.

3.1 Planning, Programming, and Budgeting

a. Funding for the Air Force CALS Program Office comes from a variety of
sources (DBOF, Congressional Special Interest, etc.), and covers several different
appropriations (3400, 3600, 3080).(ATCH 1)

b. The CALS Program Office relied heavily on Congressional Special Interest
funding in the past and consequently has very little money programmed in the Air
Force POM/BES/Presidents budget creating a substantial outyear disconnect. (ATCH
2)

c. The downscoping of the DOD budget (ATCH 3) has had severe impacts
on the SPO's attempt to fix this FY94 and outyear disconnect, even though it was
supported by SAF/AQK.(ATCH 4)

d. Numerous reorganizations within the DOD (such as formation of the
JLSC) have complicated the understanding of roles and responsibilities in the
planning, programming, and budgeting process.

3.2 Program Execution

a. The "color" of money requested in FY93 differed from the "color" of
money actually received in the FY93 appropriation.

b. Ambiguous wording in the FY93 Congressional Language (ATCH 5)
allowed several interpretations, and led to significant misunderstandings.
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c. Election year politics has played a major role in delaying budget decisions
because of the failure of the administration to fill key political positions in a timely
manner. (Lame duck incumbents do not want to make the "wrong" decisions.)

d. Controversy surrounding interpretation of DMRDs 942 and 918 have
greatly impacted FY93 program execution.

e. The reluctance of the OSD comptroller to release FY93 funding in a
timely manner has added a heavy burden to the program execution task.

f. Departure (Retirement) of the OSD comptroller prior to release of FY93
funds further complicated execution of DBOF funded efforts.

3.3 Program Options

Numerous options were addressed during the course of the year (ATCH 6) and
attempted to highlight the political, programmatic, financial, and contractual issues
associated with execution of the FY93 Budget as well as the near term
disconnects and need for long term programming.

4.0 RECOMMENDATIONS

The CALS Program Office must become more proactive in the timely resolution of
funding issues.

4.1 CALS Programmatic Baseline

A CALS programmatic baseline must be established immediately to include:

a. Description of on-going and planned efforts
b. Schedules for these activities
c. Funding requirements for these activities
d. Benefits of these activities
e. Impacts if these efforts are not accomplished
f. Contractual requirements associated with these activities

4.2 Control Procedures

A disciplined approach to actively control this program baseline must also be
implemented and used religiously.

a. Use the BMB process outlined in ENC Operating Instruction 172-1, dated
18 Feb 93 (Atch 7), and the Task Control Board Charter (Atch 8).

2



b. Limit the ability of outside organizations to arbitrarily influence spending

of Air Force CALS Program Office dollars.

4.3 Establish MOAs/MOUs

Establish MOAs/MOUs with JLSC and other funding sources to establish clear
roles and responsibilities for planning, programming, and budgeting.

4.4 Internal Program Management Reviews

Conduct internal program management reviews on a regularly scheduled basis to
increase communications within the program office:

a. Provide top-down management perspective for all project directors.

b. Provide bottoms up details of program status for management.

4.5 Be Prepared

a. Keep a pulse on the "BIG PICTURE" by integrating contractual, financial,
and programmatic aspects of the program.(ATCH 9)

b. Know your program limitations.

c. Develop canned briefings describing the CALS program.

d. Document valuable lessons learned and show how they produced
savings.

e. Brainstorm what you would do with various budget cuts and other
"WHAT-IF" exercises.

f. Be consistent.

3
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DEPARTMENT OF THE AIR FORCE A'-3
WASHINGTON CC5

WE OF Y ANSUINT SMiCTARY 15 JAN 1993

SAF/AQK
Pentagon, Rm 4E128
Washington. D.C. 20330-1000

"MEMORANDUM FOR SAF/AQX

SUBJECT: Prep&LaLion of the Clinton BudgeL
- INFORMATION MEMORANDUM

In accordance with the 6 Jon 93, SAF/AQ memo (same
subject), I am submitting the attached talking paper that
identifies those things that need to be fixed within the
Computer Resources Technology Transition (CRTT) program
element, PE 64?40F.

Reflected in this proposcd fix io Lhe Computer aidcd
Acquisition Logistics System (CAT.S) initiative which is; a
Congressional interest initiative. I am proposing to
include CALS within the CRTT PE.

we need co fix this FE because 1) Congress has
appropriated additional funds during previous ycaro over and
above the President's Budget (PM) whir~h hAyV rP.Ai1t•d in
critical Programs to the AF, diad 2) CuL dzilIb/
reprogramzingo have ccvcrcly limited the ability to transfer
thns• •.•.hnn|ngie.s t•.ar. the AF has already developed and are
14tedud by Li1w ubwL. The following is a funding profile that
chows the adds that were made to CRTT and CALS as a result
ot Congressional interest:

M z=a zXaU
CRTT PB ($M) 12.6 8.4 8.9
CRTT Congr. Adds 2.U 9.0 12.5
CALS Congr. Adds 20.0 22.0 23.0

Total ($M) J4.b 39.4 46.4

'hp..pAd dd. hivp resulited in major initiatives.
pciLt-iL l=u1y, in developing, testing, and implemenr.ing the
Central Archive for Reusable Defense SofLware (CARDS)
program as well as CALS sDecifications. standards. and
ifirastructure for the purpose of improving how we acquire,
create, manage, change, and rtor, MaVA. Cnrn-nto,,d
investment is necessazy to :;uVVPLL L.t iiaLc LLuL LuLw LhaL
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is necessary to begin transitioning these technologies that
have been developed with the Congressional seed money.

AF funding must now be found to sustain these efforts
as well as replace funding from previous cut drills. The
following is a summary of required funding to meet both
Congressional intent and AF needs:

-- A uxn ma- mim. zxi m
CRTT PB (SM) 7.4 7.0 7.1 7.1 7.3 7.6

- CRTT needed adds ($M) 43.1 44.3 43.9 43.4 42.8 42.2

------------ ------------ -------------------------
Total PE ($M) 50.5 S1.3 5r.0 SO.S 50.1 49.8

If you have any questions, please call my action
officer, Capt Mike McPherson, x73108.

ALAMh

Akch
Talking Paper
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Talking Paper
on

Fixing-,CRTT

Background: Computer Resource Management Technology (CRMT)
(name changed to Computer Resource Technology Transition
(CRTT)) is sole 6.4 AF program element that will improve
software acquisition for both major weapon systems and AF
information/management systems. -The goal is to develop and
apply engineering principles into the acquisition process
that will allow us to engineer software rather than develop
"software as art". For being one of the most (and possibly
the number one) critical problem in our weapon system
acquisitions today, software is allocated a ridiculously low
R&D dollar amount (of a total R&D budget, software accounts
for only 2 percent).

Discussion: Five projects currently reside within CRTT,
four of which need to be fixed. The following projects
require fixing:

a. Project 2522, Advanced Computer Technology
Transition. This project implements the AF technology
transition strategy that focuses on gathering software
requirements from users, provides information to users on
existing and near term technology, and provides technical
insertion proposals to users. This project inserts current/
planned technology for operational use by AF organizations
which includes Pro-SLCSE (a software engineering environment
to be used in supporting all AF weapon systems that have
software), Ada9X (a major improvement to the Ada language),
and ABET (a test language AF is anxiously awaiting that
provides standardization desperately needed in the automatic
test equipment arena).

Problem: The AF needs a technology insertion/
transition infrastructure and clear, unambiguous
responsibility, authority, and funding with appropriate
management support. This requires funding that has been
previously cuL as the result of cut drills/reprogramnning
actions.

Needed Fix: The following funding line (3600 Appn in
$M) must be A to the budget request:

1.6 1.7 1.7 1.7 1.7 1.6
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b. Project 2523, Architectural Implementation. This
project defines, builds, and demonstrates generic command
center architecture that was identified as critical in the
recent "C4 Summit" the CSAF hell in September 1992. This
project also incorporates multilevel computer security (MLS)
solutions some of which just recently were transitioned to
STRATCOM, AMC, and CENTCOM.

Problem: As highlighted in the recent Gulf War, the
AF needs a generic, flexible, and highly secure command and
control architecture that allows for continual upgrades,
high interoperability, and rapid changes to information.
This requires funding that has been previously cut as the
result of cut drills/ reprogramuning actions.

Heeded Fix: The following funding line (3600 Appn in
$N) must be &dggg to the budget request:

PY94 E=E=E_ 7 Z= 9Z WI
3.5 5.4 4.8 4.3 3.6 3.0

c. Project 2524, Reuse and Reusable Component Support.
This project transitions the technology and process inherent
in operating and maintaining a central repository of
software, software algorithms, and reusable technology.
Reusing software that the DoD has already purchased will
provide a manufacture-like approach to developing software.

Problem: The House (HAC) appropriated, but did not
authorize, $2N in FY91 and S9M in FY92 and FY93 to establish
and implement a central archive for reusable software within
the Department of Defense. Funding is needed to bring the
command and control software domain into full operational
capability and to bring other software domains on-line in
succeeding years (approximately one per year).

Heeded Fix: The following funding line (3600 Appn in
SM) must be &ddgd to the budget request:

Y94_ U= Z= •Pl9 WI
13.5 14.0 14.5 15.0 15.5 16.0

d. Project 3315, Digital Information Technology
Transition (previously called Computer-aided Acquisition and
Logistics Support (CALS) initiative). This project
implements an integrated capability for government and
industry to create, accept, retrieve, and store digital
technical data throughout the AF in accordance with DODI
5000.2, "Defense Acquisition Management Policies and
Procedures', part 6. section N -- "CALS.
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Problems In the past, Air Force requirements havy
been funded thrmugh Cnonr•.qAionai Special Interest
leuislation which negated the need Lu pvugrui, dad budetL fuL
these activities. Although Congress still supports the CALS
initiative, they have indicated in the FY 93 Appropriations
"Conference Rppnrt. ! anglaep that they expect our requirements
to be included in our budqet requests. However, the budgeL
window for FY 94 had closed. rT 94 and outyear requirements
need to be funded in AF budget to continue AF CALS program
activities.

Need4e Fix: The £ulluwiuiy funding line (3600 Appn in
SM) maust be &ddls to the budget request:

"2l4 Ml EMl E=• z_
24.b 23.2 22.9 22.4 22.0 21.6

Recommendation: The following i3 the current PB (3600 Appn
in SM) for CRTT:

MAL M W FPYl9 YXIZ Em
7.4 7.0 7.1 7.1 7.3 7.6

Tho following total funding line (3600 Appn in SM) must be
3 jj~ to the budget rrpion-.:

XIlL- E=l E=1- E= EMl P799
43.1 44.3 43.9 43.4 42.8 42.2

Capt MFPherson/AOV9/T.9N 227-31nR/14 Jan 93
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TRANSCRIPT OF FY 93
CONGRESSIONAL LANGUAGE

FROM APPROPRIATIONS BILL H11533

"ComDuter-aided Agguisiticn and Locist:cr Syster fCALS)

The Conferees direct that the Assistant Secretary cf Defense
(Production and Logistics) shall exercise management control over
the various CALS programs through the Joint Logistics Systems
Center. Technical corrections to the Senate report are included in
the following ',st of CALS proralns, Including an increase of
S8,100,000 in the Army Flexible Cormputer Integrated Manufacturing
(FCIM) program a: the Letterkenny Army Depot:

COMPUTER-AIDED ACQU..S.T.ION & LOGISTICS

SYSTEM (CALS)--FISCAL YEAR 1993-

Funczional area and program Service Amount

Tech Manuals:
JCALS......................... Army ........... s5,900,000
ACAPS ....................... .Army ........... 400,000
EOPDS ....................... .Amy ........... . . 190,000
EPMS ........................ Army ........... . .. 0,000
ETPS ......................... MARCORPS ........ 3,000,000
NUBS-NPFC .................... Navy. ............. 900,000
ATOS ......................... Air Force ...... . ,840,000

Subtotal, Tech Manuls ...................... 94,,340,000)
Database management:

.M. ........... ................ A-..r Force ...... E,600,000
DDS ......................... . itr Force ...... . 4,800,000

:TDS ........................ A:: Force ...... 20,000,000
Subtotal, database manacemen- ............. (4-1,40C,000)

Flexibl e compouzer -in-ecraz-ed manufac-uri-ng (/F,--MI M
JFC .......................... Nax - . .......... 7. ,8S o,000
F•m.p ........................ Navy........... l_" 800,000" i -

A -... ...................... .• m ........... .Z .100,000
DMAN7c: ........................ ir Force ...... . 3,000,000
SPARES ...................... A:r Force ....... 2,250,000

Su t a ... .......................... (84,c5 , 0' 0 0
_ngnc re e -: m c d atez anagemen:,.:

-.DM.:...........................a................. 0,0C,00
.........................

At-. -` .........................-.. ... .......... _ 0 , ,
.. ....................... a ............

W . .S. . .. . . . . . . . . . . . . . . . .. a ,-,. . . .. . . . . . . . . . .=:= I-I n -

SED;_ c...................... .. ........... _=ooS 00CDCA-S................................... ............... ,700,C..
S-b:ota....nt...... -. . 600 000

. ........................ . .. ............ 5,470 ,OCC
ADMAPS... .. .. . . . . . ................................ E,3 0,000



EDPODS I .................... Navy ............ 2,000,000
EDPODS I1 ................... Navy ............ 3,000,000
EDPODS III .................. Navy ............ 5,000,000
NPODS ....................... Navy ............ 1,700,000
"TMPODS ...................... navy ............ 15,000,000

Subtotal, printing ......................... (40,400,000)
CALS shared resource center nodes:

AFCALS ...................... Air Force ....... 46,000,000
Grand total CALS ........................... 367,790,000

-------------------------------------------------------------

The Conferees recommend providing $37,000,000 to operation and
maintenance, Air Force, and $9,000,000 to other procurement, Air
Force to provide for continued operations of CALS Shared Resource
Center (CSRC) nodes in Johnstown, Pennsylvania and Palestine,
Texas, as well as for the establishments of additional CSRC nodes
iocazed in Orange, Texas; San Antonio, Texas; Dayton, Ohic;
Cleveland, Ohic; and Fairfax, Virginia. These adjustments are made
with the direction that this program fails under the management
auspices of the Assistant Secretary of Defense (P&L) as do otner
CALS programs detailed above. No additional CSRC nodes, other than
those identified, may be established in fiscal year 1993. Further,
no CSRC nodes will be established in the future unless full funding
for the established nodes and the nodes proposed for establishment
is included within the budget requests.
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AC. Summary

FY93 FY94 FY95 TOTAL

Programmed Funds 68.1 (46.0) - 25.9 29.3 123.3

Option C (Current Program)
CSRCs (21.0) 25.5 20.0 66.5
Contracts (25.0) 24.6 24.6 74.2
Other PEs 7.3 6.9 7.0 21.2
IDS 14.8 19.0 22.3 56.1

Total 68.1 76.0 73.9 218.0
Disconnect 0.0 - 50.1 - 44.6 - 94.7

Implementing CALS for the Air Force and DOD



Summary

FY93 "- FY94 FY95 TOTAL

Programmed Funds 68.1 (46.0) 25.9 29.3 123.3

Option B
CSRCs (21.0) 24.5 20.0 65.5
Contracts (25.0) -24.5 24.5 74.0
Other PEs 7.3 6.9 7.0 21.2
IDS 14.8 19.0 22.3 56.1

Total 68.1 74.9 73.8 216.8
Disconnect 0.0 - 49.0 - 44.5 - 93.5

Option B 1
CSRCs (21.0) 15.5 23.0 59.5
Contracts (25.0) 24.5 24.5 74.0
Other PEs 7.3 6.9 7.0 21.2
IDS 14.8 19.0 22.3 56.1

Total 68.1 65.9 76.8 210.8
Disconnect 0.0 - 40.0 - 47.5 - 87.5

Option A
CSRCs (21.0) 0.0 24.5 45.5
Contracts (25.0) 10.1 24.5 59.6
Other PEs 7.3 6.9 7.0 21.2
IDS 14.8 19.0 22.3 56.1

Total 68.1 36.0 78.3 182.4
Disconnect 0.0 - 10.1 - 49.0 - 59.1

Option A 1
CSRCs (21.0) 0.0 24.5 45.5
Contracts (25.0) 0.0 24.5 49.5
Other PEs 7.3 6.9 7.0 21.2
IDS 14.8 19.0 22.3 56.1

Total 68.1 25.9 78.3 172.3
Disconnect 0.0 0.0 - 49.0 - 49.0

** ( ) = Congressional Special Interest

Implementing CALS for the Air Force and DOD
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Momo For FMBMS (OBAN 475A) 23 Nov 92

SUBJECT: FYg3 CALS Fundlng -

1. Revision 93 to your FY33 bogey is reduced-by V37.000,000. This
change is effective in November, 1992. The effective change is to program
element 78070F and element of expense S92ZC.

2. Funding is pulled beck by the Offioe of the Secretary of Defense (OSD)
and is pooled under the Joint Logistics Systems Canter (JLSC) Computer.
aided Acquisition and Logistics System (CALS) program. Funding will be
allocated through JLSC for individually approved projects.

3. Notify me CALS program office within IIQ AFMC/ENC to stop
processing purchase requests using AFMC resources. All purchase
requests citing AFMC FY93 funding must be cnanged to a JLSC source of
funds as either direct cite or reimbursement.' FMR • A "•• progyw.-
eff.e .. .ld. ..be -i fc"'e-- ei .-.ntract purchaseeeqiv-ew; thsaougS.

4. The CALS funding change was received from SAFIFME0 via telecon on
23 Nov 02.

DAYID E. COOLEY c.: FMBOO (J.Arnott)
BUDGET ANALYST
HO AFMClFMBOO

O TAL Pm G0mmmm u m m m
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CALS Program office ENC Operating Instruction 172-1
HQ AFMC/ENC 18 Feb 93
Wright-Patterson AFB, Oh 45433-6503

Financial

Business Management Board(BMB)

This operating instruction (0I) establishes policies,
composition, and procedures of the Business Management Board
(BMB).

1. General: The provisions of this 01 apply to all personnel
assigned to and collocated with HQ AFMC/ENC.

2. Policy: The BMB is the forum for the AF CALS Program Office
business strategies, policy, and financial decision making.

Compos.tion:
a. The BMB will be chaired by the Program Director with the

Business !*:anacer as the alternate chairman. Division Chiefs will
be permanent members with the Business Management Division
serving as secretariat.

b. Other SPO personnel may attend as necessary to discuss
or present specific business items.

4. Procedures:
a. The BMB will meet once a quarter, or as convened by the

B. chairman or alternate chairman. The goal is to schedule the
BMB following the quarterly ENC internal program reviews. A
minimum of 3 of 4 Program Directors and Division Chiefs must be
present. The Business Management Division will coordinate
location and time of meeting.

b. The Business Management Division will publish an agenda
no later than the preceding Friday before scheduled meetings.
Agenda inputs are due to the Business Management Division one
week prior to the scheduled BMB meeting.

c. The first segment of the meetinc will be devoted to
reviewing "old business". The areas to be covered include
Conaressional tracking, funds status, OSD/JLSC/Air Staff/HQ AAFMC
funding exercises, obligation/expenditure rates, contracts
status, and current program requirements prioritization.

No. of printed pages: 2
OPR: HQ AFMC/ENC
Approved by: Tom V. Viraallitc
Writer-Editor: Greaorv J. Schoettmer
z:S:?R:BU::IOI: "F" (AL' Divisions)



d. The second half of the meeting will address "new
business". New or changed requirements will be presented,

Sreviewed, and discussed. The action officer for a new or changed
requirement will brief the BMB outlining need, impact, cost, and
schedule.

e. The Business Management Division will publish the
meeting minutes and distribute to all members and participants.

OFFICIAL

, Director for CALS and Tech Info
DCS/Engineering for CALS and Tech Mgt
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Task Control Board Charter
for the

AFCPO

A Task Control Board (TCB) is hereby established as a function of the AFCPO. The
objectives of the TCB are to maximize resource utilization and ensure that all work
initiated within this organization is within contract scope and has the approval of senior
management. The Program Director or Technical Director will serve as Board
Chairperson. Division Managers will sit on the Board and attend all reviews. Temporary
technical advisors will be appointed by the Chairperson as tasks and projects are submitted
for review and approval.

The review mechanism for tasks and projects will begin with submission of an action
request to the Division Chief. The request will be logged and distributed to Board
members for review. The Task Control Board will convene within five working days of
action request submittal and will report comments and recommendations on a TCB
Review Form to be distributed to the requestor. Final approval/disapproval rests solely
with the TCB Chairperson.

Program Managers are responsible for briefing their projects. A few charts should suffice
per activity. An introductory chart that describes contract, contract number, task name,
and overall cost and schedule data should lead off the briefing. Then a discussion of
technical comments and concerns should be addressed. Finally, a Program Manager's
recommendation and rationale should conclude the briefing. This procedure is required
for all changes in technical scope, new activities, and equipment purchases over $1 OK.
This instruction applies to an actions regardless of the source of the requirement. This
directive is in effect immediately.

T TOM
Chief, CALS Program Office
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